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Introduction 


Citizenship and Immigration Canada’s 


mission is to build a stronger Canada by: 


e deriving maximum benefit from the 


global movement of people; 
¢ managing access to Canada; 


e defining membership in Canadian 


society; and, 
e protecting refugees at home and abroad. 


Since CIC’s creation in 1993, a number of 
activities and events have helped shape this 
organization. The first phase of the 
government-wide Program Review con- 
firmed the core functions of the citizenship 
and immigration program: selection of 
immigrants; enforcement of the law, 
integration of newcomers; and refugee 
protection. Consultations in 1994 clarified 
public expectations in each of these areas 
and led to the Strategic Framework, entitled 
Into the 21st Century, tabled in Parliament in 
November 1994. The Strategic Framework 
provides the overall direction for CIC’s 
program and policy development over the 


next five to ten years. 


This Departmental Outlook provides an 
overview of what CIC accomplished in the 
past year, and what it plans to accomplish in 


the next three years. 





The Environment 


CIC must plan its activities in a fluid, 
constantly changing environment, charac- 
terized by the interaction of many different 
international, domestic and governmental 
factors. Events in other parts of the globe 
can affect people’s decision to come to 
Canada. CIC must constantly monitor 
economic, social, political and human rights 
conditions around the world in order to 
maintain a program that is both responsive 


and relevant to Canada’s needs. 


Because of fundamental shifts on the 
international stage, such as globalization of 
the world’s economy, more and more 
people are on the move. Increasingly, 
Canada must balance the need to encourage 
international business and trade with the 


need to protect jobs for Canadians. 


The irregular movement of people caused 
by over-population, third world develop- 
ment, civil strife, economic and social 
collapse, and environmental deterioration is 
increasing. One result is international 
pressure on Canada to respond to refugee 
situations. Another is the increased risk of 


terrorism and organized crime. 
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One of CIC’s priorities is to attract highly 
skilled immigrants who can adapt quickly to 
Canada’s economy and society. This has 
become more difficult because of the 
performance of our economy, relative to 
source countries and countries competing 


for the same immigrants. 


Governments are downsizing and stream- 
lining to provide improved service at lower 
cost. CIC must deliver increasingly complex 
programs with less resources, without 
compromising its mission. In this regard, CIC 
will achieve savings of over $75 million 


during the next three fiscal years. 


Fewer human and financial resources creates 
the need for greater cooperation between 
governments and the private and non-profit 
sectors, to combine efforts, to avoid overlap 
and duplication, and to achieve common 
goals. The ability of governments to 
cooperate will depend, in part, upon their 
willingness to accommodate regional needs 


and differences. 


To maintain an effective citizenship and 
immigration program in this environment, 
CIC has undertaken extensive business 
process re-engineering and a major 
departmental reorganization. This has led to 
significant changes in the delivery of CIC’s 
programs and services. It has also had a 


major impact on CIC’s workforce. 


As a result, human resources management 
has become a key issue for CIC and will 
remain a priority over the coming years. The 
Department’s key challenge will be to 
manage the impact of continuing change on 
our workforce, while continuing to improve 


program and service delivery. 


A Reorganized 
Department 


One of CIC’s major accomplishments over 


the past year was to design and begin 


implementing a new organizational structure. 


Our objective was to rebuild CIC “from the 
ground up”, in order to create a department 


that is: 
e flatter, more integrated and responsive; 


e better able to serve both its clients and 


the country; 


e organized logically and efficiently 


according to its core functions; and 


e founded on innovation, teamwork and 


Open communication. 


The Renewed CIC 


CIC’s new organization was announced on 
November 15, 1995. It consists of three main 
sections. Each section is composed of a 
number of branches whose Directors 
General report directly to the Deputy 
Minister and are guided by two Assistant 
Deputy Ministers (Operations and 


Partnerships). 


Service Lines: At the core of the Depart- 
ment are CIC’s four service lines: selection, 
enforcement, integration, and refugees. Each 
service line is responsible for policy 
development and program design and 


direction. 





Program Delivery: This section is respon- 
sible for delivering CIC’s programs. It 
includes six geographic branches 
(International and five domestic regions) and 
the Departmental Delivery Network, which 


manages centralized delivery services. 


Strategic Support: The third section 
includes Strategic Policy, Planning and 
Research, Case Management, Ministerial and 
Executive Services, Legal Services, 
Information Management and Technologies, 
Human Resources, Public Affairs, and 
Finance and Administration. These branches 
provide strategic direction and support to 
the Minister, Deputy Minister, Assistant 
Deputy Ministers, other branches and 


regional headquarters. 


A Committee System encourages cross- 
departmental participation in issue analysis 
and decision-making. Three executive 
decision-making committees are supported 
by committees formed to review priorities, 
assess results and oversee major initiatives. 
This system ensures that initiatives and 
proposals are developed with input from all 
relevant areas of the Department before they 
are considered by executive level 


committees. 


MINISTER 
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¢ Service Line Support ee 
¢ Policy, Functional Support and Compliance 


¢ WFA and Developmental Programs + Asia/Pacific 

e Executive Group Services + Africa/Middle E 

° Staff Relations, Compensation and Programs ee Suey eas 
¢ Training 

¢ Internal Affairs 

¢ Client Services 


e Western Hemisphere 

e Europe 

¢ Management Services 

¢ Overseas Medical Services 





Finance and Admin. : 
Departmental Delivery Network 


* Policy and Systems 


e Accounting ¢ Project Management 
® Financial Planning * Program Management 
¢ Security * Management Services 
¢ Administration ¢ Points of Service 


we» NA Medical Services 


As of May 30, 1996 


Major Accomplishments 
In 1995-1996 


e e 
Cic’s restructuring and re-engineering Immigration Levels 


efforts demanded considerz enerey < : om ; 
rts demanded considerable energy and The planned range for 1995 immigration and 


adjustment. This affected the Department's refugee levels was achieved. The projected 
ability to deliver on some of its policy shift between the economic and family 
initiatives. Yet, in spite of wholesale changes categories, which we expected to achieve by 
to its structure and work processes, CIC the year 2000, was actually realized in 1995. 
exceeded its objectives in delivering the As a result, economic immigration composes 


program. Serer ae oy (aoe 
Piet a larget percentage of total immigration, 
while the percentage of family immigration 


has decreased. 


Table 1 — Immigration Plan for 1995 


Actual number Low end of High end of 

of Immigrants planned range planned range 
Skilled Workers 81,034 56,000 61,000 
Business Immigrants 19,249 15,000 19,000 
Close Family members 43,428 53,000 55,000 
Parents 32,754 33,000 35,000 
Live-in Caregiver (LC) 3,765 4,000 5,000 
Dependants of LC 1,417 1,000 2,000 
*DROC+ PDRC 450 4,000 6,000 
Immigrant Total 182,097 166,000 183,000 
Government Assisted Refugees 7,980 7,300 7,300 
Privately Sponsored Refugees Syl 2,700 3,700 
Refugees determined in Canada 13,460 12,000 18,000 
Refugee Dependants 2,432 2,000 3,000 
Refugee Total 26,993 24,000 32,000 
TOTAL 209,090 190,000 215,000 


* The Deferred Removal Orders Class (DROC) was introduced in 1994. It consists of unsuccessful refugee claimants 
who become eligible for permanent resident status after being under removal orders for more than 3 years. The 
Post-Determination Refugee Claimants Class (PDRC), in effect since February 1993, provides a “safety net” for 
those who are not Convention Refugees but would face risk if returned to their home country. The number of 
approved cases in 1995 falls within the planned range, however, many are being processed for permanent 
resident status and are not, therefore, included in the actual number of immigrants figure. 





MAJOR 


Citizenship Statistics 
Citizenship statistics for 1995-96 include: 
e §=215,000 new citizens; 

e 165,000 applications for citizenship; 


¢ 54,000 applications for proof 


of citizenship; 


e 27,000 applications for a search 


of citizenship records; and 


e over one million citizenship inquiries. 


Serving the Interests 
of Canadians 


Enhancing Canadian Citizenship: New 
procedures have improved the processing 
time for routine citizenship applications. 
Written tests were administered to 
standardize the assessment of applicants’ 


language ability and knowledge of Canada. 


This has also reduced service delivery times. 


Building on a new emphasis on community 
involvement, citizenship ceremonies are 
increasingly being moved from citizenship 


courts into Communities. 


Settlement Renewal: In October 1995, 
CIC launched consultations with stake- 
holders to find new ways to administer and 
deliver setthkement and integration services 
for newcomers to Canada. To date, some 
3,000 people have participated in over 


60 consultations across Canada. 
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Canadian Language Benchmarks: A 
national set of standards for describing an 
immigrant’s language learning level were 
developed in partnership with provincial 
governments, English as a Second Language 
(ESL) teachers and administrators, immigrant 


serving agencies, and ESL learners. 


Selection criteria for skilled workers: 
Regulations introducing new criteria 
emphasizing education, official language 
ability and labour market adaptability were 
pre-published in November 1995. Public 
comments and detailed input following pre- 


publication are currently being analyzed. 


Business Immigration: Redesign of the 
Business Immigration Program has 
concentrated on enhancing economic 
benefit, reducing federal involvement in 
program administration and minimizing 
abuse. A private sector report and public 
submissions on the Immigrant Investor 
Program have been reviewed by CIC and 
Industry Canada. A new program design is 


currently under consideration. 


A Fair and Effective Enforcement 
Strategy: Bill C-44, implemented in July 
1995, improved CIC’s ability to prevent 
abuse of the refugee determination system. 
In addition, a number of measures have 
enhanced CIC’s enforcement strategy. These 
include increased removals of criminals, 
cooperative and information-sharing 
agreements with the RCMP and other police 
forces, and a new Immigration Warrant 


Response Centre. 
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Fairness and Compassion 
for Refugees 


CIC made significant progress in negotiating 
an agreement with the United States to share 
responsibility for the examination of asylum 
claims. In addition, under a new agreement 
between the Immigration and Refugee Board 
(IRB) and CIC, the IRB can now make 
specific inquiries to CIC about refugee 
claimants and the circumstances surrounding 


their claim. 


In September 1995, CIC and non- 
governmental organizations (NGOs) agreed 
on an action plan to respond to an appeal 
by the United Nations High Commissioner 
for Refugees to resettle an additional 500 
refugees from the war-torn former 
Yugoslavia. Under this plan the government 
absorbs costs of resettling refugees during 
their first three months in Canada and 
private sponsors assume responsibility for 
the following nine months. This “3/9” 
program was a great success. The generosity 
of Canadians from across the country 
allowed CIC to exceed the initial target. To 
date, 389 refuges have arrived in Canada 
and another 259 have been sponsored for a 


total of 648 people. 





Sustaining the Program 


Federal-Provincial Relations: [mmigration 
is a shared federal-provincial responsibility. 
Full negotiations were conducted for 
immigration agreements between the 
Government of Canada and the provinces of 
Manitoba, Alberta and Saskatchewan. 
Exchange of information Memorandums of 
Understanding (MOU) were signed with the 
province of Quebec and the regional 


municipality of Hamilton-Wentworth. 


Business Process Re-engineering (BPR): 
CIC completed its intensive BPR review 
which identified a series of principles for 
Departmental renewal and some $35-45 
million in potential savings. Evaluations of 


pilot projects are ongoing. 


Public Education and Outreach: To 
generate greater public awareness and 
appreciation of the benefits of immigration 
and the importance of citizenship, CIC has 
developed new partnerships and innovative 
educational tools. For example, a Teacher’s 
Guide, a CD-ROM game, a youth magazine, 
and a school version of the TV-drama “Land 
of Hope” were developed in cooperation 
with the Canadian Federation of Teachers 


and the National Film Board. 





MAJOR 


Program Affordability: New fees allowed 
CIC to maintain immigration and citizenship 
services, including immigrant and refugee 
settlement, while reducing the overall cost to 
the taxpayer. Immigration fees, including the 
“Right of Landing Fee”, are expected to 
generate $283.8 million in 1995-96. - 
Citizenship Fees, including the “Right of 
Citizenship Fee”, are expected to generate 


$45.53 million. 


Knowledge as our Business: The 
international Metropolis Project will provide 
governments with the information they need 
to develop immigration policies. As part of 
this project, four Canadian Centres of 
Excellence for Research in Immigration and 
Integration Issues have been established in 
partnership with the Social Sciences and 
Humanities Research Council and other 
government departments. Their research will 
be supported by new databases being 
developed by the Department as part of its 
internal research initiative. These include the 
Immigration Database (IMDB) and the 
Longitudinal Survey of Immigrants to Canada 
Cesi@)) 
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Corporate Review: Evaluation of the USA 
Area Processing Centre in Buffalo has been 
completed. An operational/ organizational 
review was also conducted of the case 
processing centre in Vegreville, Alberta, to 
address information technology support, 
productivity, and quality and risk 


management. 


Audits of missions were conducted focussing 
on client service, risk management strategies, 
controls over key immigration documents 


and revenues collected. 


Priorities for 


Strategic Planning and Support 


A number of activities will be pursued to 
support the new Departmental structure and 


CIC’s overall objectives. Priorities include: 


e Supporting the government-wide policy 
agenda with respect to job creation and 
economic growth, strengthening 
Canada’s social union, and developing 


alternative service delivery methods. 


e Establishing performance measures and 
a strong analytical capacity in each of 
the service lines, and conducting formal 
audit and evaluation projects. Projects 
for 1996-97 include: completing the 
comparative evaluation of four 
processing units in the international 
region; continuing review of the One- 
Step and Integrated Sponsorship pilots; 
review of delivery alternatives for the in- 
Canada assessment component Right of 
Landing Fee (ROLF) Loan Program; 
evaluation support to Settlement 


Renewal; and audits of missions abroad. 


e Providing research support to policy and 
program development through key data 
infrastructure projects, new sources of 
external academic research and 
expertise, and promoting international 


comparative, multidisciplinary research. 





1996-1999 


Promoting federal-provincial colla- 
boration to strengthen partnerships and 
advance the government’s agenda for 
flexible federalism. Over the coming 
year, CIC anticipates concluding 
immigration agreements with Manitoba, 
Saskatchewan and Alberta and exploring 
interest expressed on the part of other 
provinces. Additional exchange of 
information MOUs will be negotiated 
with provinces and municipalities to 


strengthen family sponsorship. 


Supporting effective partnerships within 
the department and between the 
department and its key stakeholders. 
CIC will continue to work to identify 
opportunities to create and strengthen 
partnerships in each region and to work 
together with traditional and non- 


traditional partners. 
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Selection 


Key initiatives in the Selection service line 
focus on deriving the maximum benefit for 
Canada from the global movement of 


people. 


Enhancing business immigration: A 
redesigned Investor Program will be 
introduced by July 1, 1997. This, together 
with proposed changes to the entrepreneur 
category and the selection of business 
immigrants, will increase Canada’s 
entrepreneurial capacity, provide sources of 
business capital, support growth and job 


creation, and enhance international trade. 


Selecting skilled workers: Promotion and 


recruitment strategies, along with quality 
service to clients, will help Canada attract 
well-trained immigrants with the skills to 
perform in today’s economy. New selection 
criteria, originally scheduled for 1995-96, 
have been delayed while complex issues 
related to selection standards are further 


examined. 


Strengthening family sponsorship: In 
December 1995, a strategy to strengthen 
sponsorships was announced focusing on 
tightening eligibility criteria, minimizing 
abuse of Canada’s social programs, and 
improving enforcement of sponsorship 


agreements. 
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This new strategy will be implemented in 
stages over the next 3 years. Information 
sharing agreements with provinces and other 
stakeholders, regulatory and legislative 
changes, and new procedures, information 
kits and guidelines will be required for 


effective implementation. 


Strengthening global economic ties: CIC 
is working closely with Human Resources 
Development Canada to ensure that the 
potential economic benefits of immigration 
are not realized at the expense of 
unemployed Canadians. We are also 
working with other departments, provinces 
and educational institutions to facilitate the 


recruitment of foreign students. 


Meeting Provincial needs: The 
provincial/territorial nominees class 
announced as part of the 1996 Immigration 
Plan signalled a strong partnership between 
governments in meeting these needs. The 
challenge will be to maintain a coherent 
national program while ensuring an 
adequate response to legitimate provincial 
goals. Regulatory changes may be required 


to implement the new class. 
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Integration 


CIC’s integration policies and programs 
articulate the rights and responsibilities of 
citizenship, and maintain an essential role in 


helping newcomers settle in Canada. 


A new Citizenship Act: A new Citizenship 
Act will better reflect contemporary views, 
increase the integrity of the legislation, stress 
commitment to Canada, and set out the 


fundamental principles of citizenship. 


Promoting Citizenship: A new strategy to 
promote and enhance the value and 
visibility of citizenship will focus primarily 
on established annual events such as 
National Citizenship Week, and on the 50th 
Anniversary of Canadian citizenship in 1997. 
New ventures with both public and private 
sector partners will be developed to extend 


activities across all regions. 


Improving citizenship services: Services 
to clients will be improved by moving away 
from face-to-face interviews to telephone 
and centralized mail-in service; seeking 
partners to deliver parts of the citizenship 
program; simplified applications and 


instructions; and new technology. 


Delivering settlement programs: Under 
Settlement Renewal, we are seeking to 
transfer responsibility for the administration 
and delivery of settlement services and 
funds to new partners. Until then, CIC must 
continue to manage and deliver current 


programs with decreasing human resources. 
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Enforcement 


CIC will enhance enforcement policies, 
programs and practices to ensure that 
migration to Canada does not pose an 
unacceptable degree of risk to the security 
and health of Canadians, and does not 
threaten the integrity of Canadian 


institutions. 


Preventing illegal migration: CIC is 
examining measures to strengthen our ability 
to prevent inadmissible persons from 
reaching Canada. These measures include 
new procedures for visitor visas; bi-lateral 
negotiations with other countries aimed at 
combatting illegal migration; cooperating 
with other countries in intercepting illegal 
migrants; and improving intelligence links 


with airlines. 


Strengthening port-of-entry operations: 
Initiatives to strengthen border operations 
include: an ongoing review of the 
partnership between Customs and CIC at 
ports of entry; national implementation of 
CANPASS during 1997-98; exploring the 
potential of an Advance Passenger 
Information System to pre-clear air 
passengers before they arrive in Canada; and 
a report, expected in June 1996, on the 
effectiveness of controls currently in place at 


ports of entry. 
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Removing foreign criminals: 
Improvements to the linkages with police 
forces and the development of risk 
management guidelines for investigators in 
difficult and dangerous cases will enhance 
CIC’s efforts to remove foreign criminals 


from Canada. 


Improving the removals function: CIC is 
exploring ways to reduce the cost of 
removing inadmissible persons from Canada. 
Issues identified in the report entitled 
“Removals: Processes and People in 
Transition” are being given close attention to 
ensure that removals are carried out more 
efficiently, with due regard to fairness and 


the rule of law. 


Combatting terrorism and organized 
crime: Changes to immigration legislation in 
1993 and 1995 have been effective in 
denying the use of Canadian territory to a 
number of persons involved in terrorist 
groups or activities. The impact of individual 
challenges to this legislation will be 
monitored to ensure that CIC can continue 
to safeguard Canada’s national security and 
international commitments. Canada supports 
multilateral initiatives, such as the recent 
Sharm El-Sheikh Conference of the 
Peacemakers, to prevent the international 
travel of terrorists and deny them safe 


haven. 
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Reducing the costs of detention: A 
number of initiatives are being piloted to 
achieve policy, program and budget 
objectives concerning detention. For 
example, under the Toronto Bail pilot 
project CIC clients who would otherwise be 
detained will be released to the “Toronto 
Bail Program”. This is a non-profit agency 
that encourages its clients to comply with 
release conditions and to appear in court 


when required. 


The Integrated Enforcement Project: 
Enforcement processes will be integrated 
into a more collaborative, “team oriented”, 
results focused process. A proof of concept 
site for the Integrated Enforcement Project 
will be established and evaluated during 
1996; national implementation is expected to 
take place in 1997-98. 


Refugees 


A number of initiatives will enhance CIC’s 
policies and programs to protect refugees 
and others in need of our protection, both at 


home and abroad. 


Encouraging private sponsorship: Two 
pilot projects, one with the Ismaili Council 
of Canada and the 1995 “3/9” sponsorship 
program for refugees from former 
Yugoslavia, are being evaluated. A new 
Sponsorship Agreement will be completed in 
1996 with implementation to take place over 
the course of the year. CIC expects to sign 
new agreements not only with past 
sponsors, but with organizations which have 


not had agreements before. 
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Introducing a Resettlement from Abroad 
Class: A Resettlement from Abroad Class 
(RAC), currently being designed, will 
improve the management of overseas 
resettlement programs by replacing the 
existing “country specific” designated classes 
with a single, generic humanitarian class. 
This will increase the flexibility and 
responsiveness of overseas resettlement 
programs. Clear guidelines to assess the 
ability of groups to sponsor this class are 
being developed. A sunset clause (one year 
after coming into force) will allow for review 


and assessment of the program. 


Refugee Determination in Canada: 
Legislation to reduce the size of Refugee 
Division panels of the Immigration and 
Refugee Board (RB) from two members to 
one is under development. CIC will continue 
to work closely with the IRB on training 


courses. 


Achieving refugee levels: CIC anticipates 
meeting the 1996 refugee targets of 24,000- 
32,300. The Resettlement from Abroad Class 
may have an effect on 1997 levels for 
privately sponsored refugees. The number 
and cost of refugee claimants in Canada will 
have an impact on the number of refugees 


selected from abroad. 


International responsibility sharing for 
refugees: Negotiations between Canada and 
the United States for an agreement to share 
responsibility for the examination of asylum 


claims will be pursued. 
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Undocumented refugees: There are 
approximately 7,000 cases, mainly involving 
Somali nationals, where Convention refugees 
have not been granted permanent residence 
because they have no proof of identity. CIC 
is looking for a solution that will meet the 
legitimate humanitarian needs of refugees 
who are unable to produce satisfactory 
identity documents and address the 
government’s concerns about who is arriving 
in the country. CIC is consulting on an 
ongoing basis with non-governmental 
organizations, as well as members of the 


Somali and other affected communities. 


Delivering the Program 


CIC is seeking to improve services and 
lower costs through its many restructuring, 


renewing and reducing initiatives. 


Renewing in-Canada service delivery: 
The three Regional Directors General are in 
the process of renewing their organization to 
create flatter, leaner, more flexible and 
integrated organizations. The Quebec Branch 
has lead the renewal exercise and has pilot 
tested new management approaches. 
Restructuring in the Ontario region, with its 
fewer management areas and coordinated 
approach to service delivery, is expected to 
result in improved client service and 
position the Regions to respond to future 
challenges. Effective April 1, 1996, the four 
western provinces and two territories 


amalgamated to form one branch. 
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Centralizing service delivery in Canada: 
The Departmental Delivery Network (DDN) 
provides management and program support 
to centralized points of service in Canada, 
specifically the case processing centres 
(Vegreville, Mississauga and Sydney), the 
Warrant Response Centre, the Query 
Response Centre, Immigration Health 
Services in North America, and the Interim 
Federal Health Program. DDN is directing 
the implementation of several major initia- 
tives, most notably: establishing integrated 
Call Centres in Toronto, Montreal and 
fancouver; changing how the Department 
develops, distributes and handles applica- 
tions; improving medical assessment 
procedures; and implementing a computer 


processing system for citizenship activities. 


Reconfiguring the delivery network 
abroad: Implementation of a major 
reconfiguration of the overseas delivery 
network will be phased-in through 1996 and 
1997 to meet financial reduction targets and 
to position the International Region to meet 
future reductions arising from the second 
phase of Program Review. Significant 
reductions in personnel abroad will present 
challenges in terms of maintaining existing 
service levels, meeting immigration and 
refugee targets and delivering the non- 
immigrant program, while at the same time 
implementing Renewal initiatives and 


downsizing. 
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Immigrant processing abroad: 
Immigration processing for several areas will 
be centralized in eight to ten locations 
around the world. These Regional Program 
Centres (RPCs) will be supported by a 
network of Satellite offices which will assist 
RPCs with immigrant interviews, perform 
other core functions. A number of stand- 
alone Full Service Centres will continue to 
deliver all aspects of the immigration 
program. Missions at which immigration 
applications can be processed will be 
reduced, while missions issuing visitors visas 


will increase. 


Human Resources 


Cic has undergone tremendous change 


over the last two years and will continue to 


experience major change in the future. Every 


employee has been touched by this. The 
Department's key challenge will be to 
manage the impact of continuing change on 
our workforce, while maintaining 
momentum in improving delivery of our 


programs and services. 


To better manage reductions to its workforce 
and to offer employees a broader range of 
choices, CIC obtained Most Affected 
Department status in December 1995. In 
addition, the Department has developed a 
Human Resources Framework made up of 
three main elements: an Employment 
Renewal Strategy; Training and Develop- 
ment; and Restructuring the Workforce. 
Human resource management authorities 
have been delegated to the lowest practical 
level, with additional delegation planned in 
the areas of classification and staffing. 
Unions are represented on placement 
committees across the Department and on a 


range of strategic working groups. 


Implementing the Human Resources 
Framework will continue throughout the 
years covered by this document and will 
focus on meeting our key challenges. CIC 
will continue to demonstrate the values of 
fairness and transparency in its downsizing 
efforts. Human Resource decisions will have 
a logical link to business initiatives and take 
the aspirations of employees into 


consideration. 





In the future, CIC will need a workforce 
with broad knowledge and experience, and 
the flexibility to work in multidisciplinary 
teams. Training will assist employees in 
preparing for new roles and support those 
who will leave the Department. In 1996-97, 
$600,000 will be dedicated to provide formal 
training on a range of subjects from 
“Managing Change” to “Career Planning”. 
Additional funding will be allocated to cover 
operational courses to cross-train staff for 
more generalist functions and training for 
teams which is key to CIC’s renewed 
approach. The Department’s increasing 
emphasis on team work, decentralization of 
decision making, partnerships and 
community consultations will be established 


as re-engineering is implemented. 


Executive appointments have been finalized 
in line with the Department’s new structure. 
Reorganization of subordinate levels is 
progressing using the present Universal Job 
Evaluation Plan job description format. The 
organizational structure and classification 
decisions will be current and accurate to 
provide a solid basis for the awaited 


Universal Classification System. 





Information Management 


an 


All of the major objectives and goals 
established at the outset of 1995-90, the 
second year of a five year program to 
modernize the Department’s technology 


infrastructure, were achieved. For example: 


¢ most of the upgrades or replacements of 


the basic elements of our information 
technology infrastructure (work-stations 


and servers) have been completed; 


e installation of a router-based, national 
data communications network is nearly 
complete with over 95% of our domestic 
staff now connected to the new 


network; 


e a Decision Support System built around 
a dedicated “data warehouse” was 


acquired and implemented; and, 


e a CIC Internet was developed to provide 
clients with on-line access to 


departmental information. 


d Technology 


Implementing the remaining elements of 
CIC Systems Modernization is a 
1996-97. This includes: 


priority for 


¢ coordinating Information Management 
(IM) and Information Technology UT) 


efforts; 


¢ coordinating CIC’s technological and 
other activities through a series of 
intensive Joint Application Design (JAD) 
sessions with service lines and other 
branches beginning in early 1996-97; 


and, 


e continuing to provide support and 
assistance to Renewal initiatives such as 


Call Centres. 


In addition, CIC needs to provide better 
technological support to our missions 
abroad. CIC will experiment with cost- 
effective ways to improve communications 
with overseas missions, and explore ways to 
use new communications technologies such 
as the Internet to streamline both internal 


processes and delivery of external services. 


Modernizing the technology infrastructure is 
necessary to achieve forecasted operational 
savings and to maintain support for our 
existing applications. For example, savings 
of between two and three million dollars on 
domestic data communications charges 
expected in 1996-97 will result from 


investments in the new digital network. 


The Financial 
Framework 


The Citizenship and Immigration Program’s 
expenditure plans are depicted below by 


activity. 





Table 2 — Financial Profile by Activity ($000s) 





Expenditures 1996-1997 1997-1998 1998-1999 
Citizenship Registration and Promotion 32,318 32,429 31,200 
In-Canada Service 164,785 146,516 137,040 
Settlement 271,702 270,380 269,516 
International Service 60,629 52,826 48,333 
Policy 7,469 6,704 6,110 
Corporate Services 78,098 45,426 41,977 
TOTAL EXPENDITURES 615,001 554,281 534,176 


Approved spending levels reflect a 9.9% 
reduction in spending for 1997-98, primarily 
for the termination of the short-term funding 
provided for investment in technology. This 
was required to achieve longer-term 
efficiencies, as well as a net reduction in 
program funding. Spending levels for 1998- 
99 reflect a further 3.6% reduction resulting 


from the second phase of Program Review. 





Designation of CIC as a Most Affected 
Department allows CIC to manage 
workforce adjustment resulting from the 
implementation of the Business Process Re- 


engineering and Renewal initiatives. 


Planned spending levels depicted above 

represent gross program costs. The Program, 
however, generates significant revenues from 
various cost-recovery or processing fees and 
the Right of Landing and Right of Citizenship 


fees. 


T HE FIN AN Geist FRA M EWOR K 


Our current revenue forecasts are as follows: 


Table 3 — Revenue Generation! ($000s) 








1996-1997 1997-1998 1998-1999 
Citizenship Cost-Recovery Fees 28,270 29,770 29770 
Right of Citizenship Fee 19,090 207,335 20,335 
Immigration Cost-Recovery Fees 146,952 146,952 146,952 
Right of Landing Fee 136,848 136,848 136,848 
TOTAL REVENUE 331,160 333,905 333,905 


aad 


Figures do not include interest realized on Transportation and Assistance Loans, nor do they include remittances 
from transportation companies (primarily airlines) for the cost of removing inadmissible persons the carrier 
brought to Canada without proper authority, and related administrative fees, estimated to be $2.432 million in 
1996-97. 


While total revenues remain relatively stable 
over the next three years, gross revenues 
represent 54% of planned program 
expenditures for 1996-97. This will rise to 
63% in 1998-99 as planned expenditures 
decrease. This is consistent with the 
approach of shifting a larger proportion of 
the cost of our programs from the general 


taxpayer to the direct beneficiaries. 





Conclusion 


Change has become a constant for 
Citizenship and Immigration Canada, its 
programs and its workforce. This has never 
been truer than in 1995-96 when CIC 
embarked on an ambitious reorganization, 
making sweeping changes to its structure 
and work processes, and placing greater 
emphasis on teamwork, innovation and 
open communication. Our accomplishments 
during this period are a testimony to the 
dedication and commitment of the women 
and men who work for CIC, and to their 
ability to respond to changing needs and 


situations both at home and abroad. 


Change will remain a theme throughout 
1996-97 as we continue to work toward 
achieving the long-term policy commitments 
made in the 1994 Strategic Framework (/nto 
the 21st Century) and to change the way we 
work to better meet the needs of our clients 
and country. In 1996-97, our business 
practices and renewal initiatives will be 
adjusted and refined as a result of the 
lessons learned during pilot testing. This will 
ensure smooth implementation in the 
coming three years. Fiscal realities add an 
extra element of challenge to our task as we 
continue to explore new, innovative, cost 


effective ways to provide quality service. 





Change tests not only organizations but the 
individuals who work in them. CIC’s work 
force will continue to be downsized over the 
next few years and an environment of 
uncertainty will persist. Learning new skills 
is critical in such an environment and the 
Department is committed to investing in the 
future of our employees, whether that future 


is with CIC or elsewhere. 


At CIC we are not only committed to getting 
the right outcomes but to getting there in 
the right way. This means sometimes 
changing both what we do and how we do 
it. A successful transformation of CIC within 
the time frames we have set will require a 
focused organization that works well 
together and in cooperation with others both 
within and outside government. Our recent 
accomplishments give us confidence that we 
can confront tomorrow's challenges and 
continue to fulfil our mission of building a 


stronger Canada. 
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